Chapter 5: Stress
Stress: the psychological response to demands when there is something at stake for the individual, and when coping with these demands would tax or exceed the individual’s capacity or resources
· Stressors (demands)stress (response)strains (consequences)
WHY ARE SOME EMPLOYEES MORE STRESSED THAN OTHERS?
Transactional theory of stress: how stressful demands are perceived and appraised, as well as how people respond to perceptions of appraisals
Primary appraisal: when people first encounter stressors – evaluation of whether a demand is stressful and, if it is, the implications of the stressor in terms of personal goals/well-being
· Benign job demands: job demands that are not appraised as being stressful
TYPES OF STRESSORS:
(1)Hindrance stressors: appraised as thwarting progress toward growth and achievement
· Work: 	- Role conflict (differing expectations)
- Role ambiguity (lack of direction)
- Role overload (excess of demands)
- Daily hassles (day-to-day demands that interfere with work)
· Non-work: work-family conflict, negative life events, financial uncertainty
(2)Challenge stressors: appraised as opportunities for growth and achievement
· Work: time pressure, work complexity, work responsibility
· Non-work: family time demands, personal development , positive life events
Secondary appraisal: choosing how to cope with the various stressors during
· Coping: behaviours and thoughts used to manage stressful demands and emotion
· Behavioural: physical ways of dealing with stress (ie working faster)
· Cognitive: thoughts used to deal with stress (ie how to be more efficient)
Problem-focused: intended to manage the stressful situation itself
Emotion-focused: intended to help manage emotional reactions
TYPES OF STRAIN:
(1)Physiological strain: reactions that harm the human body
· Illness, high blood pressure, headaches, back pain
(2)Psychological strain: negative psychological reactions
· Depression, anxiety, anger reduced confidence
· Burnout: mental/emotional/physical exhaustion from coping with continuous stressful demands
(3)Behavioural strain: patterns of negative behaviours which are associated with other strains
· Substance abuse, teeth grinding, compulsive behaviours, overeating
ACCOUNTING FOR INDIVIDUALS IN THE STRESS PROCESS:
Type A Behaviour Pattern: more stressors and appraise more as stressful and experience more strains
· Social support: the help people receive from others when they are confronted with stress
· Instrumental support: the help people receive from others that can be used to address a stressful demand directly (ie taking some of the workload)
· Emotional support: empathy and understanding people receive from others that can be used to alleviate emotional distress from stressful demands
HOW IMPORTANT IS STRESS?
· Hindrance stressors have a weak (-) relationship with performance
· Hindrance stressors have a strong (-) relationship with commitment
· Challenge stressors have a weak (+) relationship with performance
· Challenge stressors have a moderate (+) relationship with commitment
APPLICATION: 
Stress management:
· Stress audit: an assessment of sources of stress in the workplace
· Reducing stressors: ie job sharing (when two people share the responsibility of a single job)
Providing resources:
(1)Training interventions: practices that increase employee’s competency and skill
(2)Supportive practices: ways in which organizations help employees manage their demands
· Flexible hours
· Working from home
· Encouraged to stay home when sick
· Communicate clear expectations
· Eliminate unnecessary meetings
· Train managers on how to support work-life balance
Reducing strains:
· Relaxation techniques
· Cognitive-behavioural techniques
· Health and wellness programs
Chapter 6: Motivation
Motivation: energetic forces that determine direction, intensity and persistence of a work effort
Engagement: different meaning by context; refers to motivation or affective commitment
WHY ARE SOME EMPLOYEES MORE MOTIVATED THAN OTHERS?
Expectancy theory: the cognitive process employees go through to make choices among different voluntary responses; states that our choices depend on three beliefs based on past learning experience:
· Expectancy: belief that exerting a high level of effort will result in successful performance (EP)
· Self-efficacy: person has abilities needed to perform the behaviours for some task
· Instrumentality: belief that successful performance will result in some outcome(s) (PO)
· Valence: the anticipated value of the outcome(s)associated with successful performance (V)
· Outcomes can be more “positively valenced” based on need (ie growth need)
Extrinsic motivation: desire to put forth work effort due to some contingency that depends on task performance (ie pay, bonuses, promotions, benefits, job security, free time etc.)
Intrinsic motivation: desire to put forth work effort due to the sense that task performance serves as its own reward (ie enjoyment, interestingness, accomplishment, personal expression, development etc.)
Outcome value:
(1)Attractiveness of many rewards varies across cultures
(2)Research suggests that employees underestimate how powerful a motivator pay is to them; when employees rank the importance of outcomes (ie pay usually falls in 5th or 6th place but studies show that financial incentives have a stronger impact than other outcomes)
· Meaning money: money can also have symbolic value (ie achievement, respect, freedom etc.)
Motivational force: according to expectancy theory, the direction of effort is dictated by three beliefs Expectancy, instrumentality and valence:
· (EP) X [(PO) X V)]
GOAL SETTING THEORY
Goal setting theory: Goals are the primary drivers of the intensity and persistence of effort
· Specific and difficult goals: stretch an employee to perform at his or her maximum level while staying within the boundaries of his or her ability
· Self-set goals: internalized goals that people use to monitor their progress
Moderators: variables that specify when goals will have a stronger or weaker affect on performance
· Feedback: progress updates on work goals
· Task complexity: degree to which information/actions required for a task are complicated
· Goal commitment: the degree to which a person is determined to reach their goal
S.M.A.R.T. goals: specific, measurable, achievable, result-based and time-sensitive goals
EQUITY THEORY
Equity theory: employees create a mental ledger of the outcomes they receive for their job inputs, relative to some comparison other (another person who provides a relative reference for judging equity)
· Outcomes: pay, benefits, promotion, status, workplace perks, intrinsic rewards etc.
· Inputs: effort, performance, skills & abilities, education, experience, seniority, training etc.
Equity comparison types:
· Job equity: people doing same job in same organization
· Company equity: people in same organization doing different jobs
· Occupational equity: people doing same job in different organizations
· Educational equity: people with same level of education
· Age equity: people of the same age
Equity distress: internal tension that results from being over-rewarded or under-rewarded relative to some comparison other (external comparison outside company or internal comparison with company) 
(1)Equity: Your outcomes/your inputs = other’s outcomes/other’s inputs (o3 action needed)
(2)Under-reward Inequity: Your outcomes/your inputs < other’s outcomes/other’s inputs
· Grow your outcomes (ie stealing) or shrink your inputs (ie lowering effort)
(3)Over-reward Inequity: Your outcomes/your inputs > other’s outcomes/other’s inputs
· Shrink your outcomes (usually not favourable) or grow inputs (more effort/cognitive distortion)
· Cognitive distortion: re-evaluation of inputs
PSYCHOLOGICAL EMPOWERMENT
Psychological empowerment: energy rooted in belief that tasks are contributing to some larger purpose
· Meaningfulness: a psychological state reflecting one’s feelings about work tasks, goals an purposes and the degree to which they contribute to society an fulfill one’s ideals and passions
· Self-determination: a sense of choice in the initiation and continuation of work tasks
· Competence: capability to perform work tasks successfully
· Impact: sense that one’s actions make a difference (progress is made toward fulfilling a purpose)
Chapter 7: Trust, Justice and Ethics 
WHY ARE SOME AUTHORITIES MORE TRUSTED THAN OTHERS?
(1)Trust: willingness to be vulnerable to an authority based on positive expectations about the authority’s actions and intentions
A. Disposition-based trust: rooted in personality, as opposed to careful assessment of the trustee
· Trust propensity: expectation that words, promises and statements can be relied on
B. Cognition-based trust: rooted in a rational assessment of the authority’s trustworthiness
· Trustworthiness: characteristics or attributes of a person that inspire trust, including competence, character, and benevolence
· Benevolence: belief that the authority wants to do good for a trustor, apart from any selfish or profit-centered motives
· Integrity: the perception that an authority adheres to a set of values and principles that the trustor finds acceptable
C. Affect-based trust: depends on feelings toward the authority that go beyond any rational assessment
(2)Justice: perceived fairness of an authority’s decision making
A. Distributive justice: fairness of decision-making outcomes (ie equity, equality, need etc.)
B. Procedural justice: the perceived fairness of decision-making processes
· Voice: do employees get to provide input?
· Correctability: do procedures build in mechanisms for appeal?
· Consistency: are procedures consistent across people and time?
· Bias suspension: are procedures neutral and unbiased?
· Representativeness: do procedures consider the needs of all groups?
· Accuracy: are procedures based on accurate information?
C. Interpersonal justice: fairness of the interpersonal treatment received by employees from authorities (ie respect, propriety etc.)
D. Informational justice: fairness of communications provided to employees from authorities (ie justification, truthfulness etc.)
(3)Ethics: degree to which behaviours of an authority agree with generally accepted morals and norms
Whistle-blowing: employees’ exposing illegal or immoral actions by their employer
Four component model: argues that ethical behaviours result from the multistage sequence of:
· Moral awareness: recognition by a authority that a moral issue exists in a situation
· Moral intensity: degree to which an issue has ethical urgency
· Moral attentiveness: degree to which people chronically perceive issues of morality
· Moral judgement: when an authority can accurately identify the “right” course of action
· Cognitive moral development: as people age and mature, they move through several states of moral development, each more mature and sophisticated than the prior one
· Moral principles: prescriptive guides for making moral judgements
· Moral intent: an authority’s degree of commitment to the moral course of action
· Moral identity: the degree to which a person views himself or herself as a moral person
Application: Social Responsibility
Chapter 8: Learning and Decision Making
Learning: relatively permanent change in an employee’s knowledge or skill that results from experience
Decision making: process of generating and choosing from a set of alternatives to solve a problem
WHY DO SOME EMPLOYEES LEARN TO MAKE DECISIONS BETTER THAN OTHERS?
Expertise: The knowledge and skills that distinguish experts from novices
(1)Types of knowledge
· Explicit knowledge: knowledge that is easily communicated and available to everyone
· Tacit knowledge: knowledge that employees can only learn through experience
(2)Methods of learning
A. Reinforcement:
· Contingencies of reinforcement: consequences used to modify employee behaviour
· Positive: positive outcomes follows a desired behaviour (ie rewards)
· Negative: an unwanted outcome is removed following a desired behaviour
· Punishment: an unwanted outcome that follows an unwanted behaviour
· Extinction: the removal of a positive outcome following an unwanted behaviour
Schedules of reinforcement: the timing of when contingencies are applied or removed
· Continuous reinforcement: consequence follows each occurrence of certain behaviour
· Fixed-interval schedule: reinforcement occurs at fixed time periods
· Variable-interval schedule: reinforcement occurs at random periods of time
· Fixed-ration schedule: reinforcement occurs following a fixed number of desired behaviours
· Variable-ratio schedule: behaviours are reinforced after a number of them have been exhibited
B. Observation:
Social learning theory: argues that people in organizations learn by observing others
Behavioural modelling: employees observe actions of others, learn from that and then repeat it
1. Attentional process : learner focuses attention on critical behaviours
2. Retention process: learner must remember behaviours
3. Production process: learner must have the appropriate skill set to perform behaviours
4. Reinforcement: learner must see model receiving reinforcement and then receive it themselves
C. Goal Orientation
Learning orientation: a predisposition or attitude according to which building competence is deemed more important by an employee than demonstrating competence
· Performance-prove orientation: employees demonstrate competence so that others think favourably if them
· Performance-avoid orientation: employees demonstrate competence so that others will not think poorly of them
(3)Methods of Decision Making
A. Programmed decisions: somewhat automatic because the decision maker’s knowledge allows him or her to recognize the situation and the course of action to be taken
· Intuition: an emotional judgement based on quick, unconscious gut feelings
B. Non-programmed decisions: made by employees when a problem is new, or not recognized
1. Determine appropriate criteria for making decision
2. Generate list of available alternatives
3. Evaluate alternatives against criteria
4. Choose solution which maximizes value
5. Implement appropriate solution (if expected outcome not delivered return to 1)
(4)Decision Making Problems
A. Limited Information:
· Bounded rationality: people do not have the ability or resources to process all available information and alternatives when making a decision
· Satisficing: decision maker who chooses the first acceptable alternative considered
B. Faulty Perceptions:
· Selective perception: tendency for people to only see their environment as it affects them and as it is consistent with their expectations
· Projection bias: that others think, feel and act as they do
· Social Identity Theory: people identify themselves according to various groups to which they belong and judge others according to the groups they associate with
· Stereotype: assumptions made about others based on their social group membership
· Heuristics: simple and efficient rules of thumb that allow one to make decisions more easily 
· Availability bias: tendency for people to base judgements on information that is easier to recall
C. Faulty Attributions:
· Fundamental attribution error: tendency to judge others’ behaviours as being due to internal factors such as ability, motivation or attitude
· Self-serving bias: attributes one’s own failures to external factors and success to internal factors
D. Decision making biases: 
· Anchoring: relying too heavily on one trait or piece of information
· Framing: make decisions based on how the question or situation is phrased
· Representativeness: assess the likelihood of an event by comparing it to a similar event
· Contrast: judge things erroneously based on a reference that is near them
· Recency: weigh recent events more than earlier events
Used by decision makers to attribute cause:
· Consensus: other individuals behave the same way under similar circumstances
· Distinctiveness: the person being judged acts in a similar fashion under different circumstances
· Consistency: the individual has behaved this way before under similar circumstances
(5)Escalation of Commitment: decision maker continues to follow a failing course of action
